Abstract. The topic of organisational pathology is surprisingly absent in literature on management, especially when bearing in mind the theoretical and practical import of such questions. The intention of the author is to fill in this gap, at least partially. The paper is based on an analysis of literature and an empirical research conducted by the author. The research applied partially structured interviews as its method. These interviews were conducted with entrepreneurs and managers of various levels. They made possible the drawing of conclusions relating to conditions behind the genesis and growth of selected organisational pathologies in a situation of economic downswing. The article briefly presents the concept and influence of pathology on the functioning of an organisation. The author concentrates on the causes of the phenomenon and presents them from various perspectives. It is during times of economic downswing that an increase in unethical behaviour, including corruption, mobbing as well as others, becomes particularly visible. Also noticeable is concentrating on limiting costs, which can sometimes reach pathological scale. This can lead to a permanent loss of pro-development potential by the organisation. Moreover, numerous pathological phenomena emerge at the tangent point of the organisation and its surroundings. The source of many undesirable phenomena in the organisation and in its relations with its surroundings is a fall in trust, which makes its appearance in crisis situations. More often than not, managers facing a situation in which they have no choice perpetuate organisational pathologies, whilst, at the same time, being aware of the lack of validity of their actions. However, a more frequent source of problems is the differences in perspective in perceiving organisational phenomena by various actors and stakeholders.
Introduction
Pathologies, understood as irregularities, inseparably accompany all of man's activities. This also pertains to management. Actually, it is difficult to look at management as organised action without making reference to pathologies. In fact, numerous authors have undertaken the question of pathology whilst analysing other matters. However, identification and descriptions of pathologies have rarely been the primary goal of researchers. It is for this reason that analysis of literature fails to give significant pointers relating to the methodological aspects of conducting research in this area. The sensitive nature of this research area is undoubtedly an impediment to the process of procuring information. Many respondents, for various reasons, declined participation in such a study. What is of great importance in this case is the open and honest expression of opinions by those questioned. It is for this reason that this study has applied partially structured interviews. Only such an approach can lead to the emergence of an 'open catalogue of organisational pathologies'.
The sources of organisational pathologies as well as areas in which they originate are diverse. However, it is possible to identify certain regularities. The goal of this paper is to present selected pathologies in the organisation and the management process, with special stress on conditions of economic downswing. This text is based on the analysis of literature as well as partially structured interviews conducted amongst deliberately selected entrepreneurs, specialists and managers of various levels. The basis for the writing of this paper was the 'Managerial Errors' research programme as undertaken at the Faculty of Management of the University of Warsaw over the years [2012] [2013] [2014] [2015] [2016] . The research was interpretative in character. It made it possible to identify selected pathologies and procure diverse opinions regarding their areas and causes.
The Essence and Elements of the Theory of Pathology
The word pathology is derived from the Greek language and means a state of being ill or the study of illnesses. In common usage, pathology is understood as the extended presence of a significant irregularity.
In as much as pathology is the study of illness, organisational pathology can be treated as the study of 'organisational disease'. Looking at the second meaning of the phrase, organisational pathology is a long-term, significant irregularity in the functioning of an organisation. According to Kieżun (1971) , the study of organisational pathology can be considered as a clearly isolated part of the theory of organisation and management, which is concerned with the analysis of deviations and their subsequent generalisation as well as the defining of remedial measures. As to organisational pathology itself, that same author defines it as a 'relatively permanent irregularity responsible for waste in an economic sense and (or) moral one exceeding the limits of social tolerance' (Kieżun, 2012) . By analogy, management pathology may be defined as significant, long-term irregularity in the process of managing an organisation or as an isolated part of the study of management concerned with the analysis of the functioning of irregularities in management.
A concept that is similar to pathology is dysfunction. Dysfunction should be treated as a phenomenon that has a negative impact on a defined social system. Systems are subject to tension and changes in ill-advised directions as a result of dysfunction. The long-term effect of dysfunction can cause a system to enter a pathological state. This means that dysfunction in an organisation leads to interference in the efficient functioning of that organisation, where management dysfunction makes impossible or impedes proper management of the selected organisational system. However, the borderline between dysfunction and pathology is not always clear, which is reflected in the area of definitions. For example, Albrecht (2003) perceives dysfunctions as organisational disorders. According to Cameron, Whetten and Kim (1987) , dysfunctions can include both processes, such as increasing centralisation, and states, such as low morale.
According to Stocki (2005) , 'pathology encompasses all dysfunction in the organization that does not allow the achievement of realistic goals set for the given organization and aligned with social good, using defined means over a defined time period'. A similar view of pathology ('through dysfunction') was held by many of the interviewed managers and entrepreneurs.
The term organisational inefficiency is also used relatively often. Entire organisational systems or their individual processes are seen as being inefficient. Inefficiency is the opposite of efficiency -the praxeological assessment of 'good work'. The basic positive aspects of efficiency are effectiveness, gainfulness and economy. In a sense, these advantages are gradable. Therefore, organisation or process inefficiency is treated as the holding of an insufficient quantity of the positive aspects of efficiency by the organisation or process. Thus, a significant problem is the establishing of a threshold for the efficiency barrier defining the limits of phenomena deemed as being pathological (Kieżun, 2012) . The structure of intended effects of human endeavour as developed by Zielenewski may prove helpful. From the point of view of praxeologically efficient action, minimising waste should be a goal. However, it should be borne in mind that there exists a limit of socially acceptable waste. This gives rise to a question: Is all waste pathological or does it only become so when it crosses the limits of social acceptance? Bearing in mind the complexity of the surroundings, especially the variety of legal and cultural conditions, the social acceptance factor seems to be important. However, the matter of recurrence is even more important. One-time waste may be the outcome of a mistake or an error, understood as the performance of an action in an improper manner, an inaccuracy in some product of work or reasoning, but of a unit or random character. Waste that is relatively permanent, the result of recurring action and/or made permanent in a formal manner, becomes pathology. Pathologies, dysfunctions and managerial errors are part of the broader thematic field of mismanagement, which means managing incompetently or dishonestly. Several authors in their papers use this generic term (e.g. Brown and Hesketh, 2004; Heller and Darling, 2011; Petrucelli and Peters, 2017; Christensen, 1993; Webb, 1992) . The pathology studies described in this article also fall within this broad spectrum.
Consideration of pathologies has been present in topical literature from almost its very inception.
Though not directly, these matters were present in the works of Xenophon as well as the Code of Hammurabi. The entire classical stream of management science can be considered a derivative of the desire by distinguished engineers to eliminate organisational dysfunction and pathology. Later streams of management science also looked into this matter.
Depending on the agreed assumptions, pathologies may be analysed in the context of the ecology of the population of organisations (Scott, 1992) , the organisation lifecycle (Samuel, 2013) , psychopathology (Kets de Vries and Miller, 1984) or applying a systemic metaphor for the organism (Miller et al., 1991) . There is also a wealth of achievement amongst the representatives of the diagnostic approach, which seeks and creates instruments for the identification and analysis of pathology subject to concrete situational conditions (e.g. Launsby, 2016; Gouliemos, 2005) . Examples from this group of authors include Stocki (2013) , Gestmann (2001) , Guy (1989) as well as Robinson and Benett (1995) , who created an interesting typology of organisational behaviours outside the norm.
The area of emergence of organisational pathology that is best studied is the social area. Stocki (2011) , Lencioni (2005) and Samuel (2010) are amongst those devoting their studies to this field. This group also includes authors analysing various dysfunctions and pathological behaviours. Questions of professional burnout are studied by Awa, Plaumann and Walter (2010); Chan (2011); Halbesleben, Osburn and Mumford (2006); and others. White (2010) considers the source of dysfunction to be excessively detailed management in the actions of managers. Dysfunctions linked to various types of organisational cultures are analysed by Fink, Dauber and Yolles (2012) . The question of bullying and intimidation in the workplace is taken up in the works of Archer (1999) ; Ashforth (1984) ; Björkvist, Österman and Hjelt-Bäck (1994) ; Einarsen (2000); and others. It is the view of Lecker (2011) that the sources of unethical leadership may be found in both the professed system of values and the qualities of the worker as well as in organisational conditions such as a high level of expectations on the part of the organisation, high stress levels and forcing appropriate behaviour though hierarchical operation.
Questions of pathology in other areas of the organisation are looked at by researchers less often. However, there are questions that are well studied. Amongst them are pathological phenomena accompanying the processes of decision-making. Perlow, Okhuysen and Repenning (2002) link pathology with a rapid rate of decision-making. Pathological mechanisms of mutual undermining of decisions by members of teams in administrative organisations are noted by Schulman (1989) . McMillan and Overall (2016) see the sources of dysfunction in faulty strategic management systems that filter transmitted information, stressing the good and screening out the bad, for example. Other researchers are involved in the study of pathologically extreme economising (Goffnett, Lepisto and Hayes, 2016; Pasieczny, 2005) .
Areas subject to study include external sources of pathology. Questions of organisational pathologies during crises are examined by Miller (1998) . The role of financial institutions in the origins of crises is stressed by Bogle (2009) . Other researchers are studying problems stemming from expectations of very quick organisational action (Perlow, Okhuysen and Repenning, 2002) .
Both research and practice often apply a subdivision into pathologies in the functioning of businesses and administrative pathologies. This subdivision is decidedly hazy. A significant portion of pathologies, or even their decided bulk, is universal in character. Moreover, numerous pathologies occur at the tangent point of the business and public sectors.
The group of universal pathologies most certainly includes what is known as 'negative autonomisation'. It includes (Kieżun, 2012) :
 Switching the main objective to subsidiary ones or to another main objective,  Changes in ways of operating, and  A change in goals, in which the means of action (indirect goal) becomes the main objective.
Robert K. Merton already observed the so-understood autonomisation in the 1950s. He noted the phenomenon of internalisation of organisational rules that are introduced to achieve concrete organisational goals but become values in and of themselves regardless of the achievement of those goals. Questions of autonomisation by organisational units concentrating exclusively on 'ancillary goals' that are means to achieve the main goals (bypassing other 'ancillary goals' not encompassed by their action) was also a subject of study of the only Nobel Prize winner in the field of organisation and management (Simon, 2007 ). Simon's efforts mainly concentrated on administration. However, his findings were universal in character. Kieżun (2012) 
Research Conditions and Methodological Limitations
The inspiration for commencing studies into pathologies was the author's experience in organisational advisory services, which allowed the noting of long-term, serious and recurring problems faced by many organisations. These even made their appearance more often than once in organisations applying refined solutions in the area of management. The diagnosing of such problems and identification of their sources is an important task from the point of view of questions of the value of the organisation. Organisational pathologies are a significant factor lowering the value of an organisation. Their elimination may prove a relatively inexpensive (though not always simple) path to increasing such value.
Research into pathologies is impeded because of the already-mentioned unwillingness to disclose the negative sides of the functioning of an organisation. The motive behind this may be a fear of displaying the organisation in an unfavourable light (and thus tarnishing its image) as well as fear of the consequences of being accused of disloyalty.
A significant barrier involves the problem of the interpretation of concepts and variations in the perception of phenomena by those examined. This problem is seen in the execution of both qualitative and quantitative studies.
The research presented in this paper is located in the interpretive paradigm and was conducted using text analysis and partially structured interviews. The aim of the researcher was the creation of an 'open catalogue' of errors, pathologies and dysfunction and, equally importantly, discovering and understanding the mechanisms interfering with the functioning of the organisation. Realistion of a similar goal using 'classical' quantitative methods would have been difficult, if not impossible.
This text is based on the analysis of literature as well as partially structured interviews conducted amongst 22 deliberately selected entrepreneurs, specialists and managers of various levels. A consequence of such a deliberate selection of the sample is lack of representativeness of the study. Six entrepreneurs, 2 highly qualified specialists working in a nonpublic health service entity, 13 company managers and 1 mid level manager from a housing cooperative were interviewed. Amongst the entrepreneurs, micro-entrepreneurs and owners of small businesses made up the majority. Most of the entrepreneurs carry out service activities. Their companies are located in the Polish capital, but because of the wide use of the Internet, their activity is not limited to their location. In spite of the small size of their companies, some are successfully operating on foreign markets. The surveyed entrepreneurs were mainly young people aged 25-35 years. Five of the six entrepreneurs come from families with entrepreneurial traditions. Only one has managerial education. The company from the healthcare industry from which the interviewees come is the largest private company in the industry in Poland. It employs more than 14,000 employees, including 6,000 doctors and has 200 own and 2,500 partners' clinics. The interview was conducted with the company's network development specialists. Both are graduates of management schools. With a single exception, the managers were responsible for organisations or organisational cells in Poland. The majority of the managers were employed in large and medium companies. They included one president of a pumped-storage Power plant, presidents and managers of waterworks in several Polish cities, an airport manager, hypermarket managers and managers of construction companies.
One of the respondents was a high-level manager of a Russian company belonging to an international corporation. In addition, one interviewee was a specialist in one of Warsaw's housing cooperatives responsible for dealing with all formalities in the Warsaw City Hall. The length of the interviews ranged from 30 min to 6 h. The interviews were recorded and subsequently transcribed.
Respondents were asked whether and what specific pathologies occur in the following areas: organisational solutions, social sphere, philosophy, values, strategy, relations with the environment and vertical and horizontal relationship. Methods of implementing change and reactions to change were discussed. An ancillary list, based on literature analysis, contained more than 30 examples of pathologies in these areas, but for the purpose of the research (creating an open catalogue of pathologies and dysfunctions), the researcher sought to avoid pointing out specific examples and suggestions to respondents. In addition, respondents were asked to indicate the manifestations and sources of the pathologies. Fulfilling the intended aim of the study and further work were not only meant to arrive at a better understanding of some of the phenomena taking place in organisations but also to serve a practical purpose to managers and entrepreneurs who are interested in the development of their organisations. They were meant to answer the questions -what not to do and how not to behave.
The use of partially structured interviews made it possible to acquire information that is both broad in nature and varied. However, the weak aspect of such research is the already mentioned lack of representativeness and limited possibilities for generalisation. In spite of the above-indicated difficulties and research limitations, a certain recurrence of opinions was achieved.
Economic Downswings and Pathological Phenomena: Research Results
The conducted research brings to the forefront a whole gamut of pathologies linked to unethical behaviour. As research conducted by PricewaterouseCoopers (2009) demonstrates the level of economic crime rises in times of crisis. The origins of such behaviour are to be found in the worsening economic situation of economic entities and, as it also seems, in poorly rooted moral standards as well as a lack of respect for the law on the part of many entrepreneurs and managers.
An important organisational problem that was pointed to by many participants in the study was unethical behaviour, including unethical leadership. The sources may be found in both the professed system of values and in the qualities of the employee as well as in organisational conditions, such as a high level of expectations on the part of the organisation, a high level of stress and forced behaviour through the operation of a hierarchy (Lecker, 2011, pp. 38-39) . Actions forbidden by legal regulations (e.g. bribery and mobbing) and actions not unequivocally defined and forbidden (e.g. favouritism and preferential treatment in the private sector) are amongst the unethical activities that can be identified. The interviewed managers indicated that some of the specified phenomena, such as bribery or favouritism, increase in times of economic downswing whilst others, such as mobbing, have to ties to such downswings.
The conducted interviews demonstrated that during economic downswings, differences in perceiving organisational reality by various groups of participants are exacerbated. During a downswing, managers make decisions that, in their view, are rational. However, subordinates see them as unfair and injurious. Something that managers may consider as firmness is perceived by their subordinates (and often business partners) as ruthlessness. What owners or lenders view as a rationalising of operations may be just a reduction in jobs by workers. 'Economising' for some may be the 'shifting of duties' for others. The list goes on. Just about all participants in the study called attention to problems involving communications and difficulties in the proper presentation and justification of the need for change. Problems with communications are a universal phenomenon that occurs everywhere, regardless of the condition of the company. However, economic downswing is a factor revealing and exacerbating errors and organisational weaknesses.
An interesting question looked at by several interviewees was the concentration of excessive attention to cost control and cost cutting and the ignoring of pro-revenue actions during times of economic downswing. In a part of the organisations in which the interviewed managers were employed, a poor economic situation almost exclusively resulted in savings, where more often than not such savings related to areas and assets that could be considered as key company resources. Such actions give current benefits but, in the view of the interviewees, can limit the development potential of their organisation. A somewhat smaller group of interviewees indicated a growing disdain for making decisions in times of economic slump, which was most often explained by the managers' apprehension against losing their positions.
When indicating pathologies, most interviewees simultaneously sought their sources. Most often, the sources were 'objective factors' or 'factors independent of the managers'. It seems that downswings facilitate the perceiving of phenomena by becoming something of a catalyst for the rationalising of many (including one's own) improper behaviours and decisions.
Exceptional situations facilitate extreme behaviour and mistakes, whilst the increased dynamics in organisational behaviour underscores and intensifies the effects of all manners of organisational dysfunction. Some managers are aware of the fact that a poor economic situation coupled with pressure from stakeholders force the taking of decisions calculated for a very short time horizon, where any change in this state of affairs seems impossible. This is due to independent factors, principles of the free flow of capital and the enormous pressure (on the part of the media, regulators, shareholders, banks, etc.) for accelerating the dynamics of the functioning of the organisation.
Amongst the unfavourable phenomena facilitating organisational pathologies that intensify during a downswing, a fall in trust can also be observed. This pertains to not only the organisation's external relations, which are understandable in light of the increase in economic crime. As stressed by some study participants, people are the source of pathology and, in many cases, the 'elimination of pathology will take place by replacing people'. Others noted a solution in the development of organisational information technology systems that can increase capabilities of monitoring workers whilst simultaneously limiting unconstrained freedom in actions by people occupying certain positions. Bearing in mind the systemic character of many dysfunctions, this signifies a tendency to seek out very simple and often deceptive solutions. At the same time, many managers stressed that they see the importance of trust and the building of an appropriate organisational culture.
Numerous errors, dysfunctions and pathologies may be the result of conscious and intentional decisions and organisational solutions. They may also be the effect of unconscious actions. Whether the error was committed consciously or unconsciously usually has no real meaning from the economic point of view. Its effects are losses, drops in efficiency, additional costs and other negative phenomena finding their reflection in the economic situation and social position of the organisation -waste. However, decisions and organisational actions face judgment by many stakeholders using diverse criteria. From the point of view of ethical principles, an unconscious managerial mistake resulting in a fall in company profits differs from a conscious decision causing the same decrease, but as the effect of corrupt actions. What is important is that those for whom, for obvious reasons, economic criteria are more important also use ethical criteria in their judgments. Thus, the media or even shareholders may 'forgive' a manager for his or her unconscious mistake in spite of the fact that it lead to tangible loses for the latter. A manager who caused the same problems as a result of conscious and dishonest actions cannot count on such lenience. However, sometimes the situation is more complex. Errors are conscious but unavoidable when they are the result of improper assumptions lying at the base of the organisation. A good and relatively common example illustrating this question is the selection of suppliers for a company. A significant part of companies (and almost all public sector institutions) are guided by the lowest delivery price in their selection. In spite of the best of intentions and many efforts on the part of the people responsible for supplies, the lowest price cannot always be reconciled with high quality, favourable payment deadlines, proper maintenance services and so on. Decisions regarding choice of one supplier over another are taken in a fully conscious manner, but from the point of view of the organisation, these decisions are not optimum. This is seen by not only the decisionmakers themselves but even by other stakeholders. However, such shape given to the decision is the result of improper assumptions functioning in the organisation or its surroundings and no one faults the decision-makers. In this case, organisational pathology involves the fact that everyone is aware of the decision being 'consciously improper', but the decision-maker had no choice and has to take it. Such error is committed consciously, but the decision-maker never had any intention of harming the organisation. The source of such errors lies in dysfunctional systemic assumptions.
Final Comments and Conclusions
A significant portion of pathologies indicated in this study comes down to the impossibility of taking fully rational decisions. This should not be a surprise because the term rationality itself is not sufficiently precise. It is derived from the Latin ratio, rationis, which means calculating, solving, reasoning and manner of thinking. In its turn, ratiocinatio means reasonable consideration. Simplifying somewhat, rational actions are actions based on reason. However, real rationality, translated into action rules, always takes place in defined historical, political, geographical, organisational, social and other conditions. These conditions are usually variable. Thus, speaking of fragmentary or limited rationality as well as of grading rationality is justified. What is valuable from the point of view of practice is Weber's statement that rationality reveals itself in the selection of the most effective (efficient) means to achieve previously defined goals (Kłosiński, 2000) . However, it is possible to question both the rationality of selected goals as well as the selection of the most effective means itself (especially ex post). Differences in the assessment of rationality of actions from the perspective of the organisation as a whole and from the point of view of its selected parts are tied with a very severe organisational pathology -autonomisation.
Another problem is the contradiction between the rationality of a decision in the long and short terms. The same decision, whose implementation brings the desired effects, may play a role in the fostering of unfavourable phenomena and consequences in the long term. However, managers must take such decisions because if they do not, they will most probably not be able to serve their role for long. Subordinating decisions to short-term rationality becomes prerequisite to survival, but at the same time, it can have a negative impact on future development processes. Examples of such irrational behaviours may be indulging in fades and herd effects. What until recently was a standard worker responsibility presently becomes a 'project managed by the worker'. Outsourcing, lean management, reengineering and other methods of 'optimising costs' are applied almost universally and, more often than not, without any greater sense. The effect that this provides is often in the form of a short-lived improvement in financial results that, in the longer perspective, may lead to a situation in which the organisation has no surplus that can make possible the starting up of new processes.
In presuming that the currently dominant assumption that the goal of the organisation is survival and development, decisions leading to the maximising of short-term benefits at the cost of the future should be considered a pathology. However, it cannot be ruled out that as a result of a changing reality, not only the organisational lifecycle will shorten but basic assumptions regarding organisational targets will also be subject to revaluation.
The sources of pathologies are systemic and complex. This also means that there are no universal solutions for these problems. However, there exist more or less effective fragmentary solutions. In essence, management would not have been isolated as an area of interest of practitioners and theoreticians, a subject of numerous studies and ultimately a scientific discipline if not for having the experience numerous problems linked with the functioning of the organisation. Amongst other reasons, these problems were the effect of recurring errors and irregularities in managing. Just about all authors have formulated guidelines for ancient and modern managers alike, warning against the committing of such errors. In writing how to proceed, they simultaneously called attention to what not to do.
There continues to be a need for such guidelines today. In the view of Gestmann (2001) , 'in moments of despair, entrepreneurs reach for every, even semi-credible theory relating to management. All known principles of management, from Total Quality Control, through Human Relations, to Reengineering, are instructions that promise help in eliminating organizational, communication, dependency-based, and other interference found in the workplace without actually studying just what the reasons are in an exhaustive manner' . A downswing in the economy exposes and, to a certain extent, intensifies pathological phenomena. On the other hand, it is a period of searching and creating new solutions and instruments in the area of management. Expectations relating to the identification and elimination of the most visible and greatest pathologies are growing. The intended goal: creating an 'open catalogue of pathologies and dysfunctions' by definition requires the continuation of research. Its theoretical and practical significance will grow as the number of respondents and the scope of the study on the causes and sources of pathology increase. This can also lead to creating an outline of an early warning system for the most common dysfunctions and pathologies in organisation.
